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PIN 
ce 7 April 1972 


MEMORANDUM FOR: John W. Coffey, DDS 


SUBJECT : Youth Survey -- DDS 


l. I have delayed providing my observations as the DDS repre- 
sentative on the Youth Study Group until a determination had been made 
on the significance and utilization of our collected findings. While 
I was at FSI's Foreign Affairs Executive Seminar, events moved with 
surprising alacrity. Therefore I consider the time appropriate to pass 
along my own findings and reactions. 


2. My findings are based on @ small sample -- interviews with 
ten professionals and two "semi-professionals" (commmicators in OC), 
plus five supervisors. All Offices of the DDS are represented. I have 
also considered attitudes of DDS professionals drawn from informal con- 
(ste ie training courses, and my tour as a program officer in CTP 

1906-67). 


3. Our understanding is that Mr. Colby intends to discuss the 
initial Working Committee Report with the Deputy Directors. Meanwhile 
our Committee is preparing recommendations based on our collective find- 
ings. 


4, The enclosure "DDS Composite Interview Results" is a summary 
of the interviews on the questionnaire form we used for guidance. This 
is Appendix C in the Report submitted to Mr. Colby. The second enclosure 
is my narrative summation, based on explicit responses to the question- 
naire and additional interview discussions. 


5. I do hope our Committee is able to provide some positive in- 
puts for careful consideration. The project has been a very valuable 
contribution to increasing my own qualifications as a member of the 
Management Advisory Group. 
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“DDS COMPOSITE INTERVIEW RESULTS 


Based on interviews with 10 DDS professionals, 


I. Invite interviewee to comment on his job, his career, and the 
Agency generally. Record key points made in the spaces pro- 
vided under II. 
II. Secure a response to the following topical areas if they have 
4 not been adequately covered as a result of I above. 


' 1. PRESENT JOB 
- Interesting, Meaningful? 
~ Recognition received 


Majority of interviewees were "specialists" - technically skilled 
in fields that narrow flexibility of career development. All 
seem pleased with specialty of choice - although in two instances, 

oP present job lacked challenge (too little work, poor supervision). 
Thus overall, sample suggests interesting jobs with adequate 
recognition, : 


2. AGENCY MISSION 
- Ability to identify with - 
and be committed to Agency 
goals and objectives 


In no instance was this a problem. Interviewer in each case 
raised issue from both vantage points - own identity, and that 
of friends knowing what you do. But neither issue of mission 
nor image seemed to arouse reaction from anyone queried. Re- 
Spondents not critically concerned with U.S. Foreign Policy 

; formulation and execution or with world affairs in general. 

i "Mission" often understood in the parochial sense of one's 

office mission. 


3. AGENCY IMAGE 
No problems whatsoever. See answer to question 2. 


4, PROMOTION POLICY & PROSPECTS; 
GRADE, SALARY, BENEFITS 


Half of interviewees had progressed more rapidly up promotion 
ladder than even they had anticipated. All were content to date, 


4 but most anticipated problems a grade or two distant. Variety 
of concerns - "office hump" (policy of requiring period in grade 
a regardless of slotting), top heavy grade structure of Agency 


overall, lack of career development schemes, artificial barrier 
of lack of college degree. But this fact did not seem to pro- 
duce noticeable frustration or dissatisfaction with present status. 
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5. ° WORKING CONDITIONS 


Working conditions not deemed major area Of concern. None saw 
theirs as insufferable, and most interviewees had rotated enough 
to take good and bad situations in stride. 


6. SUPERVISION (IMMEDIATE) 
- Treatment by and. 
Competence of Supervisor 


“In all but one instance, supervisor considered professionally 
competent. But competence as supervisor varied - from three who 
Said their present supervisor was "best ever" to two describing 
Supervisor as hard worker but unwilling or unable to delegate 
real responsibility. Some raise more philosophical question of 
whether Agency may miss boat by insisting often that promotions 
eventually depend upon supervisory/administrative positions when 
individuals with special skills would be much more effective 
sticking to exploiting these skills. (Does raise questions about 
developing more effective management training - although issue 
may be founded on other bases, such as supervisor's concern for 
own job security.) ° 


he COMMUNICATIONS 
- Up-Down-Lateral 
- Substantive - Non-Substantive 


Most interviewees felt need for better communications. This was 
true both of these whose concept of "communications" was purely 
office-oriented (despite my proddings) and those considering 
broader intra~Agency commo. Concessions made to "need-to-know", 
and some cited that informal channels (via friends) gave effective 
overview. But ~ more common was concern over lack of management/ 
professional commo and no staff meetings. Lack of overview summed 
up best by one who commented what an eye~opener the "Trends and 
Highlights" course had been. 


8. CAREER DEVELOPMENT/Personnel Mgmt. 
- Job Mobility 
- Quality & Relevance of Trng. 
- Performance Evaluation 


Those who had had more than one job generally were pleased with 
their progression of jobs - each offering either more responsibility, 
or more variety and new skills. But in no case was there the 
suggestion of planned career development - similarly, good train- 
ing or poor, the provision of training did not seem to follow 

a tailored program of career development. Appraisal of training 
itself real mixed bag. There was general accord that performance 
evaluation had been fair - reflecting positive view of immediate 
supervisors. 


9, WAY AGENCY IS RUN = BE SPECIFIC 


Interesting mix of reactions - from "top heavy" to "bureaucratic, 
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but better than most Government organizations," to "growing 

more responsive to the individual and less concentrated on 
‘mission.'" Those with most diverse experience in Agency seemed 
less bothered by “burcaucracy" - did note a paternalism that 
results in Agency keeping incompetents in responsible posts. None 
commented critically on compartmentation. Positive note was how 
many felt that Agency truly becoming more “people-conscious". 


10. MISCELLANEOUS 


General comments were usually amplifications on specific categories. 
One interesting suggestion - more precise retirement policy (by 
inference, at earlier age than present) would result in better 
career development with supervisors more willing to train those 
destined to succeed them. ‘Too often, older professionals afraid 

to delegate responsibility or train juniors for fear that the 
junior might prove more competent. Rather loose retirement 

scheme puts little pressure on supervisors - many have job security 
reinforced by aforementioned paternalism. 


III. Concluding Questions: 
~ What do you see as the major concerns, problems, and issues 
facing young officers in the Agency today. 


First qualification should be note that few in "youth sample" 

Saw selves as youth. Consequently several reflected on "today's 
youth" as being too spoiled and idealistic - thus problem for 
virtually any employer! From standpoint of what Agency should do - 
comments focused on communications. Young officer should be bettas 
oriented towards realistic image of Agency mission and his career 
expectations within that framework...in other words, bring young 
officer down to earth as quickly as possible. fThen-maintain 2-Wwav 
channels of communication between Management and young profession~ 
als-a part of this should be efforts at meaningful career develop- 
ment planning. . 
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27 Januory 1972 


MEMORANDUM FOR THE RECORD 
SUBJECT: Youth Survey -- DDS 
Li Interview Sommle -- How Rovrecentstive? .. 


At leest one eeote ssionel from each DDS office (except the 


Office of the DDS himself) wes interviewed. T believe there vas a 
sutficient peas in the views of the young professionals end mone cers 
to consider this esmple representetive of non-CT young proressionels 


the Directorate, “(She Cf factor is discussed in section four, Cereer 
Development. ) I say "repres entative", but then must quelify for the 
Ob¥ious reason that the ce:nple is such a smell sone. Therefore the con- 
clusions are submitted timidly and tentatively. 


Two generalizations provide the context for my conclusions. 


Virst, the semple is not representative of "youth," ss per- 
ceived by the ee aes themselves ond as consiéered in general 
usage, moe. the sake of comparison, I'm defining "youth" anong Aseney 
professionels as under 25, possessing ot least the baccsloures te cegree, 
eng eoeetiy. cterting their first full-time 37. My "youth" irmressions 
ere Crew froma informel discussions with recent EODs during orientation 
treining.) Hight of the ten interviewees were 30 or over, end seven 
hod five or more years in the Agency. I contrast the attitudes of 
"youth" (9s I defined them) and these young professionals as conceptusl- 
ly compareble to the "first-tour" Srmy man vs. the soldier who has re-~ 
enlisted, anc in so doing psychologically reinforced his sense of com- 
mitment to orcenizaticn and occupa tion. 


The second generalization is the “specialist” fector - all 
sre committed to their present type of work end, with one exception, to 


their cerecr service. The excenticn is a.rccords ranegement officer 
who Selt thet this should be a separete cereer Service, as records maen- 
egement skills cre utilitcd by all commonents He steted that he now 
fells between the two carcer channels in his office - edministrator and 
technical specialist 


2. Ageney Mission end Inare 
So ee le 


No ieee ads had difficulty identi vans with Agency mission 
or image. Most hod a limited view of the ¢ ope of our mission and 
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octivitics. One youn, profeccionel and one manorer commented on their 

amezenent in this rerord efter the former took the DDS "Trends ond . 
VWighlights" course und the letter the Mic-Cercer Sxecutive Development: | 

course (after 11 years in the Ageney). Public criticisn of the Agency 

8S On organization or for its rele in Indo-China, Cuba, ete. did not 

bother ony intervicvee. Indeed, the reaction of two was that we were 

too responsive to public opinion, and should be more octive operotional- 

dy. I conclude thet the DDS comple is not criticolly conecrmed with 

U.S. forcign policy formulation and execution, or with world affairs 

in cencral. 


3. Present Jobs end Sumervision ; , 
a NR AG se enter g ~ 


Seven interviewees were enthuciastic about their present jobs 
and recognition received. Two were dissatisfied for leck of chellense, 
the third for heavy work lood. All are content with their job specialty -- 
dissatisfaction reflects more upon poor supervision and distribution of 
work, The seme generalization cen be made of the management sample, with 
one chensing career service to advance himself in his job specialty (data 
processing). Those critical of their supervisors acknowledged the latter's 
competence in their specialty -- criticism was directed at their menecerial 
effectiveness. The seme conclusion can be @rawn from the mand cement 
sample. These observations underscore my charscterization of the DDS as i 
& directorate of technical snecislists. The one exception would be OTR, 
which dravs so heavily on rotetees from other directorates for instruc- 
tion end staff functions. 


4, Career Development ond Promotions 
ee ee ee  Pomouions 


I noted in the first section that the interviewees viewed : 
career development in terms o their present office, and in terms of 
continued improvement in epplication of their present skills. Nealf of 
my semple either lacks a baccslaureste or earned theirs after beginning 
Agency employment. Two others have specialties (scientific linguist, ; 
electronic engincer) with limited. applicction. I contrast this sanple 
with the "generelist" concept expounded for CTs in the mid-196Cs. The 
generalist concept never roached the dinenstons hoped for, either numeric- 
elly or in a developnentel sense. But I would hypothesize that the 
Significant inflic: of CTs into the DDS beginning in the 1960s -- CTs 
with a broader educetional base and exponced view of the Agency through 
their training program - will cenerate pressures for cereers spanning 
several directorate offices. ‘Three DDS aenéerers commented thet even. 
those coming into their office via direct hire were better educated than 
EODs of their gencration end "later" (ill-defined). 


These comments are to introduce the concept of "career develop- 
ment" -- a non-existent phenomenon jin the DDS. Menegement and youns, 
professional interviewees who have held two or move positions described 
their votations as ucually velcome but "bit-or-miss" propositions. DDS 
offices do encourage rotation, but no one could identify a pattern of 
carcer development in their movements, : 


Bera 
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Most of my cample had been promoted rapidly ond oppreciated 
this fact. Similaily, most anticipated a "hump" in the neux future -- 
which they assessed es resulting from one of the folloving: 

0. "Deadwood" in slots. his wos ottributed to senior 
Agency officials! poeternclism in retoinins older officers. who were no 
longer competent. This exriticism wes implicit in the comments of those 
describing the Agency as "top-heavy" in grade structure. 


: b. Promotions based on "paper requirements," not on ability. 
This could mean required time in crede, set petterns of job experience 
matching those ‘of managers, requirement of baccaloureste aerree regard- 
less of professional competence, or non-competitive promotion policies 
within career services. my 


ce. Reluctance of managers to give responsibility or on~job- 
training to young professionals because of their own job insecurity. 
hat a besic problem ves the imprecision 
of Agency retirement progr . df senior professionals were obligated 
to retire at reaching a se ervice-ece figure (essumpticn that retire- 
ment age would be lowered), they would be move nrepared to encourage 
and train the more competent young professioncls, 


Several concluded t 
‘Ooms 
% Ss 


The role of training in coreer develonnent got a mixed response. 
Differing office philosophies are apporent -- most-encourege external 
training (e.g., college courses), but often do not program for Agency 
training. One manager from O/L said he has hee nore trcining in the 
past two years than in his first 16 years in the Agency. As an SP 
carecrist, I believe this reflects a fundementel Azency problem of re- 
_leting OTR cepabilities to component needs -~ 2 communicstions gap. 


Performance eveluation, end particulorly fitness reports, were 
considered fair by interviewees. Monegers vicwce then es necessary, good 
in concept, but too often compromised by the evelvetor taking the linc 
of least resistance by grading "down-the-middlc." The fitness report 
as the basic device for performance evaluation vas accepted es concep- 
tually the most effective tool to keep manacer and professional avare of 
their relationship. 


5. Communications 


Most interviewses spoke of the naturol barriers of "necd-toz 
now" ona compartmentation Limiting the forme end content of cormunica- 
tions within the Agency. But the consensus ves that these alone were 
not catisfactory explanctions for the proLiforstion of channels and their 
own ignorance of much of the Agency's functiontns and mission. Those 
in the Agency five yeevs or more ogrecd that infornel communicetions -- 
fviends in other components -- were the most duportant means for keep- 
ing in touch end often for finding chorteuts vor ection and/or informablion 
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to NULLLLL their own vesponsibllitics. Start meetings too often vere 
puwwely for highly selective communication downward, 


Despite these comploints, the consensus vas that comaunica- 
tion between menocer ond professional vos improving st most levels -- 
os noted in the next cection, : 


6G. Wow The Arcney Is Run 
"The Agency is crowing more bureaucratic ... " 
"We don't have os much red tape as other Government agencics, 


Py ol 


"We're cae providing jobs for old-timers who no longer 
produce ... " 


These were recurring criticisms, and yet a consensus conclu- 
sion was a poe cUEye one -- the Agency is becoming "more peonle~conscious 
less Mesto: conscious." Three office chiefs were cited in verticulcr 
as cnedunes ine this -~ Jack Blake (0/L), Lester Bush (now retired) (0/F), 
ond Dr. Tictren (0/HS). Thus the overview was a hopeful one. But three 
bosic srees of concern were cited as serious and solutions difiieult«« 
repidly incrcesing size of the Agency, commnicetions, and "deadwood" 
rep here 
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